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A DISCUSSION OF THE
FUNCTIONS AND RESPONSIBILITIES OF THE
CENTRAL INTELLIGENCE AGENCY

I.

The Intelligence Problem in the United States

Although the Central Intelligence Agency is largely an outgrowth of

our experience in World War II, it would be wrong to proceed from the

premise that prior to the war our Government operated without intelli-

gence as to the capabilities and intentions of possible enemies or

prospective allies, The Department of State had long meintained a

widespreed information gathering service. The Army, the Navy, and certain

other Departments of the Government had maintained their own systems of

collecting information and producing intelligence.

However, we had no integrated system of Iintelligence. We had not

adequately exploited the avallable sources of intelligence. We had no

central agency to coordinate intelligence collection and production and

to agsemble the best availeble intelligence for expression in nsticnal

estimates to guide in the formulation of foreign policy and the prepara-

tion of defense plans,

In World Wars I and II our European gllies, Great Britain in

particular, had placed the product of their intelligence services

largely at our disposal. While we can still expect assistance from the

intelligence services of friends and allies, we have rightly concluded
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that we should not depend on them for our intelligence to the axient W
: pe
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were forced to do in World War I and during the early days of World “ar I1.

T+ was Vorld War II which showed both our deficiencies in intelli-
zence and also what we could accomplish under pressurce. Through the
expansion of the facilities of the State Departuent an 1d the military
services, through the Cifice of Strategic Services —- our first move
toward the Central Intelligence fgency —-— throush enlisting the best
personnel that could be found, in and out of government service, We were

B

turning out a very creditable performance in meny phases of intelligence

work well before the end of ths war.

e now recognize that if we are to have adequate intelligence in
times of crisis, we must prepare in time of peace, and we have seriously
turned to the task of building up a central intelligence organization.
The country has now accepted the verdict, even if somewhatb reluctantly,
that peacebime intelligence is essential to security and, as many of
our military lsaders have said, our first 1line of defense. It took us
a long time té reach this conclusion, and we are only now gradually
gebting over our suspilcions of intelligence and our tendency to confuse
it vith mere intrigue and the more iurid side of cspionags. Ve are
beginning to accept it as scricus and honorable work amd essential to

cur defensc.

T+ is well to recognize, however, that an efficient intelligence
organization cannot be built overnigitte
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T+ will require years of patient work to provide skillied nporsnnnol

e

to do the job. Blueprints and organization cherts, cven legislation and

appropristions, will not take the placo of competent and highly

Hpained men and women., Yithout them we shall have neither effsctive

intelligence operations nor sound intellipence estimates. Unforiunately,

in the difficult organizational peried since the war, the future of

intelligence as a carcer has seemed 8o uncertain that many war-trained

and compotent men have left the service and it has been particulariy

columnists which we hove to guard against. e have the

difficult to find rccruits to take thouir places.

Firally, security for our inteliigence achivities is not easy 1o

achicve in the United States. It is not only the penetration of fifth

")
(e}

encral problenm

rising out of our *traditicn that all of +the affairs of the Government

should be conducted in the open. Sometimes we tend to carry this ovar

even

as regard

necd for silenece on cortnain phasus o

[0}

the publication of the intinate dotails of intelligance

opcrations. In peacetinme particulerly, it is not always oasy to rocon-

cile our vital interest in protocting the frecdom of the press with

-~ e -

intulliigence.

T
Lo

National Intolligence and the National Sccurity Act of 1947

In o sorics of discussicens, beginning as sarly as 19Ll, among the

interested sovernment sgencics as to how the country could most etfectively

organize its permanent long-range intelligence, there was pretty gencral
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agrecment on some form of a central agency. Therc was, hovever, 2 suirp
divergence of views as to the scope of the activities of such an agency,
the aubhority it should enjoy, the manner in which it should be adminis-
tored and controlled and where in the government it should be lecated.
These issucs were resolved at that time through the creoation by
Prosidential Lebter of the Contral Intelligence Greup on 22 January 1945,
and then more definitely determined through the establishment of the
Central Intelligence Agency by Congress in'Section 102 of the MNational

Security Act of 1947.

THT TUTIES OF THE CENTRAL IMTRLLIGENCE AGENCY UNDER THE NATIONL SECURITY

s

» om
Lad

Saction 102 (d) of this fct defines the dutics of the Central
Intclligence Agency as follows:=

n(d) TFor the purnose of coordinating the intclligonce activities of
purT g g

the soveral Governmont depariments =nd agencles in the interest of national

security, it shall be the duty of the lgoney, under the direction of the
National Security Council -—-

1(1) to advise the National Sccurity Council in matters
concerning such intelligence activities of the Government deport-
ments and agencies as relate to natlenal security;

"(2) to malke recommendations to tho Mational Sccurity
Council for the coordination cf such intclligence activities of
the departients and agencies of tae Government as rolate to the
national scecuritys

"(3) to correlate and cvaluate intelligence relating to the
nationnal sceurity, and provide for the sppropriate disscomination
of such intelligence within the Government using where appropriate
existing agencics and facilitios: Provided, That tho lgoency
shall have no police, subpocna, law-criorcement powers, or
intornal-security functions: FProvided further, That the depart-
ments and other agencies of the Govornment shall continue to
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coliect, ovalnate, correlate, and disseminate departmental intelli-
gence: And provided further, That the Director of Central Intelli-
gence shall be responsible for protecting intelligence sources and
metheds from unauthorized disclosures

(L) +to nerform, for the benefit of the existing intellizence
agenciss, such additional services of common concern as the National
Security Council determines can be more efficiently accomplished
centrallys;

"(Z) to perform such other functions and duties reliated to
intelligence affecting the national security as the National
Security Council may from time to time direct."

In these provisions the authors of the National Security /lct showed

a sound understanding of our basic intelligence neceds by assigning to the

Central Intelligence Agency three broad duties which had never before

bear: adequately covered in cur national intelligence structure. These

duties are: (1) to advise the National Security Council regarding the

intelligence activities of the govermment and make recommendabions for
treir coordination; (2) to provide for the central correlation, evalua-
tion, and dissemination of intelligence relating to the national sccurity;
and (3) to assure the performance, centrally, subject to MNational Security
Council direction, of certain intelligence and reclated functions of
cormon concern to various departments of the Govermment.

by
¢

The powers given to the National Security Council and the Central
Intelligence Agency under Section 102 of the lct establish the frame-
work for a sound inteiligence service for this country. It is of vital
importance that effect be given to the real legislative intent through

the continuing exercise vy the Cenbral Intellipence Lgency of the functlons

assigned to it by the fLcte The functions of most importance relate to
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the rosponsibiliiy of the Central Intelligence Agency for the coordingtion

of intelligonce activities end the coordination of intelligence opinion

in the form of nationzl intelligence estimates.

Then the National Sccurity Act was being drafted, coubts were
expressed whether the Central Tntelligence lgency is properly placed
in our govermmental structure under the National Security Council. Tasre
was some concern whether a cormittee such as the National Security Council
would be able to give effective direction to the Agencye. It was argued
that the National Security Council was too large a body, would be pre-
occupied with high policy matters, and would mect too infrequently te
be able to give sufficient attention to the proper functioning of the
Central Intelligonce [gencye

There is force to the criticism that a committes, no matier how
august, is rarely an effective body for the direction of ano her agencye
It is true that the National Security Council cannot directly control
or run the Central Intclligence .geney and ¢ ;ould not atterpt to do 50,
except to tho extert of assuring itsolf of compliance with its directives.
However, the Council, whose merbership comprises tho highest authorities
in the departments most directly concerned with the products of all the
intelligence agencies, can ronder effective service in determining the

o S carea wr £ P —
nature and scope of the Central Intelligence lgency within the Iramework

of the National Security Jcte

—6“
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* The Cenbtral Tatelligence fpoency wuat | sonelal soow

cemmon concern to these departments as dirccted by the National Security

Courncil, must recommend steps toward the coordination of the intclligence

s
EaE

activitics of those denartments as prescribed by Congress and coordinste

the cxpression of intelligence opinion in the form of national ¢ timates

9/
4.

. / cq s s s
prescribed alse by Congress™ or fall in its missione.

The Contral Intelligence Agency is not merely another intelligence
agency to duplicate and rival the existing agencies of State, lrmy, Navy
and ir Force. It was not designed as a competitor of thesc agencic
but as a contributor to them and as = coordinator of their ints 1ligunece
activities and of the cpression of a national intelligence opinion. I%
mst make maximum usc of the resources of cxisting agencics; it must not
duplicate their work but help to put an 2nd to existing duplicntion by
sceing to it that the best qualified agoney in cach phase of the intollii-

-

. 23 T o e ey TS ] S
gence ficld should assume and carry out 1ts particular responsibliity.

The job of the Diroctor of Central Intelligence, unique in the

: s LR 5 23 2 et e R RO A
n far-fotched comparison, it mignt be said in muany rospecths to con titute

the intelligence opoosite number of the Socretary of Dafcnse. Of course,

1/ Congress actually uscd Ehu words "evoluate intelligence relating
= {0 the national scourity.
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an essenticl difforence, swong cothers, ig that the Director oif o
Intelligence does not and should not participate in the determination of

policv.

ITT.

The Responsibility of the Central Intelligonce Agency for thoe Ceordinaticn

of Intelligence MActivities

The coordination of the intclligence activities of the several deport-

rents and ngencics conecerned with national sceuridy was o nrimory reoson
for estoblishing the Central Intelligence Lgency. This is clenr from
R B

the early discussjions conccrning the croation of a centrel agency and

from the Llongunge of Scetion 102 of the Nsational Security lct.

To achicve this purposc, the Centrel Intelligence Ageney was assigned

the duty of advising the Hationol Security Council in matters concerning

such intclligence activitics as relate to the national sccurity and of
making recomnendations to the ¥ational Sccurity Council for their coordi-
nations The et does not give the Central Intolligence .geney indepen—

dent authority to coordinnte intelligenes activities. Tinsl responsibility

to =stablish policics is vested in the National Sceurity Council.

This duty of advising the Nationnl Sceurity Council, togetihor with
the two othor principal duties of corrslating nntional intellisgence and

(=4

1

performing common services as detormined by the Mational Sceourity Council,
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all sarve the general purpese of coordin-tion. In fet, thesc ° Tarie
duties of the Central Intelligence .gency, although distinct in thensclves,
arc necessarily inter-rclated and the performance of onc function may in-

volve anothere.

For cxamplc, in performing its duty of advising on the coordinatiom
of intclligence activities, the Central Intelligence Agency may recommend
to the National Sccurity Council the means to be cmployed in the assembly
of rcports and cstimates requisite for the performance by the lgency of
its sccond duty, the correlation of national intelligence. s enother
example, the Central Imtelligence Agency may recommend, in’accordance with
its duty to make recommendations for the coordination of intelligence
activities, that a particular intelligence function be performed hence-
forth by the Agency itself under its third duty of providing services of

common concern more cfficiently accomplished centrally.

The statutory limitations upon the authority of the Central Intelli-
gence Agency to coordinate intelligence activities without the apnroval
of the National Sccurity Council werc obviously designed to protect the
autonomy and internal arrangements of the varicus departments and agencices
performing intelligence functions. The Secretaries of Depariments who
are members of the National Security Council are in a position to review
recommendations of the Ceatral Intelligence Agency concerning thelr own
departments, and other departmental hcads would doubtloss be invited to

attend meetings of the National Sccurity Council when matters pertaining

- 9 -
Sanitized - Approved For Release : CIA-RDP75-00001R000300330002-7




Sanitized - Approved For Release : CIA-RDP75-00001R000300330002-7

to their activitics are under considerations In splte of these caleulatod
imitations on the authority of the Central Intelligence Agency, it is
clear that the Agency was expected to provide the initiative and leader-

ship in developing a cocrdinated intelligence system.

The National Security Act does not define the "intolligoence activi-
ties" which are to be coordinated under the direction of the Nalional
Security Council, ofr speccify the depariments whose activities arc covered.
Fresumably all intelligence activities relating to the national sccurity
are included, from collecting information in the first instance to the
preparation and disscmination of finished intelligence reports and
estimates. The criterion, =z very broad one, is "such intelligence
activitieSeses00as roelatc to the national security" and not the identity
of the departments concerned or the nature or locale of thoe intelligence
activity. Thus, practically no limitations arc set upon the scope of
the intelligenee activities with which the Central Intelligence Agency is
to concern itsclf, except the statutory provisions on internal sccurity
functions and provisions protecting the independence of the departments

with respect to so-called departmental intelligence.

V.

The Rosponsibility of the Central Intelligence Agency for YWational -

Intelligence Estimates
>

Onc of the principal dutics assigned to the Central Intelligconce

Ageney "for the purposc of coordinating the intelligence activities of

- 10 -
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the several Govornment departments and agencies in the interest of
national security" is "to correlate and evaluate intelligencce reliating

to the national sccurity, and provide for its appropriate disseminations”
The Central Intelligence Agency is thus given the responsibility of sceing
to it that the United States has adequate central machinery for the exami-
nation and interpretation of intelligence so that the naticnal security
will not be jeopardized by failure to coordinate the best intoelligence

opinion in the country, bascd on z2ll available information.

Lthough the Act provides that "the departments and other agencies
of the Government shall continue to collect, evaluate, correlate, and
dissceminate departmental intelligence," the statute does not limit the
duties of the Central Intelligence Agency to corrclate and evaluste

intelligence, except by the stondard of Mational sccurity."

The purport of the Fational Security Act can be understood and
justified in the light of the history and general objcctives of the Acte
Behind the concept of a Central Intclligence Agency lay the necessity not
only for the coordination of a diversified intelligence activitics, and
for the performance by the central agency itself of certain services of
common uscfulness, but also for the coordination of intelligence opinion
in the form of reports or ecstimates affecting gencrally the national

security as a wholcs

- 11 -
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e Aponecy

e

pendent right of producing national intelligence. As a practical matter,

such a2stimates can te written only with the collaboration of experts in

fi¢lds of intelligence and with the cooperation of saveral depart-

ments and agencics of the Covermment. A national intelligence roport or

cstirate as asscrbled and produced by the Central Intclligence Agency

should refleet the coordinntion of the best intelligence opinion, base

2

on 21l availnable information. It should deal with topics of wide scope

relevant to the determination of basic policy, such as thc

sscasment of

(9]

country's vier potential, its preparcdness for war, its strategic

ties and intentions, its vulnorability to various forms of

dircct attack or indircct pressurces. An intclligence cstimote of such

scope would go beyond the competence of any single department or ageney

of the Government. A major objective, then, in ostablishing the Central

Intolligence Agency was to provide the administrative machinery for the

0

coordination of intclligencc opinion, for its nsscmbly and rovicw,

objoctively and impartially, and for its expression in the form of

cstimates of national scopc and imperioncce

2 concept of national intolligence cstimates uncderlying the

statute is that of an authoriisiive interpretotion and eppraissl that

will sorve as a firm guide to policy-makers and planncrse. A national

elligence estimat © should reflect the coordinstion of the best

zenceropinion, with notatlon of and rensons for dissznt in the

P

instances when there is pot unanimity. It should be based on all

-12 -
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available inform~tion and be prepared with full knowledge of cur ovm plms
and in the light of cur own policy requircments. The estimate shouid be
compiled and assembled centrally by an agency whose objcctivity and
disinterestodness are not open to question. Its ultimate approval should
rest upen the collective responsibility of the highest officials in the
various intelligoence agencics. Finally, it should command rccognition

and respoct throughout the Government as the best available and prosum-

ably the most anthoritative intelligence estimatc.

Although the task is made morc difficult by é lack of generesl
acceptance of the concept of national intelligence estimates in the
Government, it is, nevertheless, the clear duty of the Central Intelligence
Ageney under the statute to asscmble and produce such coordinated and

authoritative estimates.

Ve

Services of Cormon Concern - Intzlligence Rescarch and Repor ~ts

This is the function prescribed by Section 102 (d) of the National
Security Act of 1947 in the following lmnguege "to perform, for the
benefit of the existing intelligence agencies, such additional scrvices
of common concorn o8 the National Sceurity Council determines con be

morc efficiently accomplished eenbrallye”

Generally spcaking, this function would involve responsibility for

authoritative ressarch and reports in economic, scientific and technological

- 13 -
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intoliigence, the maintonence ¢f central reforenee facilities, and such
cther matters as are decmed of common concern by the Netional Sceurity
Councile To the extent necessary, the Central Intelligence Ageney will

also eoordinate the activities of the othor agencics in these ficldse.

L b

ne

The staff working in the Centrsl Inteliligence Agency on such matbers of
common concern should include in appropriate cascs adequate represcntation
from the State Department and the military services so that, subjeet to
policy guidarce from the prircipal consurlers, its products will rceflect
the work of the best availablc talent and be responsive to the require-

ments of the consumer agencicse

VI.

Limitation on what can be Fxpected of the Contral Intelligonce Agoncy

~,

or of the Lmorican Intelligence Systom as o Vholce

In concluding, any discussicn of intolligence in general and the
responsibility of the Central Intelligence igency in the production =nd
coordination of national cstimabes in particular would be inadequate with-

ount some caveatse

Seldom if ever will the collecting machinery of any intclligence
systom produce all or anywhere near all the raw informotion required,
after ovaluation, collation in the appropriate intelligence agency and
goneral intororetation, for the final production of a completely reliable

intclligence ostimates Dieces of the intelligence puzzlc will olways be

-1k -
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miszing and informecd guesses or logicsl deductions at best will Lo noaded

to complete the picturc of cnemy cnpebilitics and intenticons.

Even tho available picces of the puzzle are not invariobly given to
intelligonee pversonncle All information, whether it originatos from
intellizence sources or whether it comes from other sources including owr

orm operations and plans, must be made available to the intelligence
people who by putting together and studying 211 of the bits of information
must provide the overall intorpretation. There is always a dongerous
tendeney, particularly in time of crisis, when it ean be most scrious,
for vital informotion fo be withheld on the grounds thot the intclligenee
personncl should not sce it becaﬁse it concerns operations or for alleged
sccurity rcasons. In other instances, the disscemination of vital but
scnsitive material may be rostricted to 2 very fow people at the top
levels with the result thot those individuals who are most competent to
snalyze a particular situation are loft out Qf the picture entirely. It
is thereforc nccessary that intelligence estimates be made in full light

of our own policies and opcrations.

There is also a tendency to projudiec on the part of intelligenee
personnel expressed in the form of stubborn adherence to precenceived
jdeas. Estimates are subjoct to the risk of being colored and twisted

to reflect the prejudices of those preparing thene

Finally, therc is danger of projudice on the part of policy-makers

which may roender thom blind even to brilliant achicvements of an
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intelligence service. They may just refuse to listen to what they do not
like. MHence, nothing would be more danrerons than to believe that an
efficient intellirence sysien with coordination of activities and support
effected through a central intellirence agency would make this country

irmune to a disaster like Pearl llarbor.

This does not lead to the conclusion that intelligence is futile.
It merely shows its limitations. If the intellicence sppraiser can keep
from twisting and coloring the data he receives and if the policv-maler
can keep an open mind and be prepared for continual re-evalnation of the
assumptions on which he is relyins, then sound intelligence estimates

can be a pillar of strength for our national security.
P g
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